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Abstract
A study of 42 Australian marketing managers was conducted linking strategy to the use of
market research, with a measure known as USER. It was expected that the Miles and Snow
strategic typology with its greater emphasis on internal organisational culture, practices and
structure would be more powerful than the Porter strategic dimensions in determining the
motivation and actual use of market research. The findings showed that neither strategic
typology was superior in predicting market research practice. In the study, the USER
characteristics most linked to strategy were “the misuse of market research for political
purposes” and “internal improvements based on market research.” Two other USER factors
“rational use of market research findings” and “use of market research to confirm decision-
making” were not found to be related to marketing strategy.
Introduction
Traditionally, market research is said to enable firms to make informed decisions (Ohlsson,
1993; Raguragavan et al. 2000) about key strategic issues in their uncertain environments.
Marketing research that supports this strategic decision-making should enhance performance
(Yamin & Shaw 2000). Generic conceptualisations of strategy, devised by Miles and Snow
(1978) and Porter (1980, 1985), assume that the classification of business units or
organizations according to marketing strategy provides deeper and more specific guidelines
for human resource management, organisational structure and information requirements. The
strategy typologies suggest that, instead of assuming all organizations have similar
motivations for commissioning market research, there are different research practices due to
inherent differences in the strategy being pursued. Therefore, to achieve marketing
objectives, each strategy is likely to have different marketing information requirements
(Hagen & Amin 1995) and thus different marketing research uses.
According to Miles and Snow (1978), there are three successful generic strategies of
Prospectors, Defenders and Analysers. The Prospector strategy achieves competitive
advantage through being first into new markets with new products. It is innovative and adapts
to new technology well. Such an approach would lend itself to market-focused research aimed
at deciding which opportunities were the most promising. By contrast, the Defender achieves
competitive advantage by becoming more efficient and remaining in traditional markets with
existing products. The third of the successful generic strategies is the Analyser strategy. This
strategy combines elements of the Prospector and Defender.
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Porter’s (1980, 1985) focus was on competitive differentiation through costs, product or
brand differentiation or niche strategies. Firms with a low cost orientation would be reluctant
to conduct research, focusing instead on internal efficiencies. Those with a product or brand
orientation would need to understand the needs of leading edge customers and premium
quality seeking customers. By contrast, niche players would be looking to position
themselves uniquely in tight specific market segments against competitors. Both typologies
were included here, as Segev (1989) showed the Miles and Snow and Porter typologies to
some extent overlap but at the same time capture different strategic dimensions.
The USER scale (Menon and Wilcox 1994) was devised to measure the outcomes of specific
market research projects. In a tourism study using this scale, Yamin and Shaw (1998)
identified four factors, which they claimed represented facets of the knowledge-enhancing
and action-orientation functions of market research.
Despite the obvious link between strategy and the use of market research, this relationship
has been poorly investigated. It was therefore proposed that:
1. Prospectors will have a high knowledge-enhancing use for market research and
Defenders a low knowledge-enhancing use;
2. Prospectors will have a high action-orientation use for market research and Defenders
a low action-orientation use;
3. Differentiators will have a high knowledge-enhancing use for market research and
Cost Leaders a low knowledge-enhancing use; and
4. Differentiators will have a high action-orientation use for market research and Cost
Leaders a low action-orientation use.
Methodology
The sample was based on companies comprising the Dun and Bradstreet largest 700
Australian for-profit companies, based on number of employees. In addition, the MRSA
Directory (MRSA 2001) was used to identify the largest 100 major market research buying
organizations not already included in the 700 firm Dun and Bradstreet sampling frame. This
resulted in 800 surveys being sent out. The sample excluded government and non-profit
organizations. The organizations identified were contacted to confirm the name of manager
with major responsibility for marketing, with a questionnaire and a follow-up reminder being
sent. Respondents were asked to comment on their area of responsibility, which could be
either a business unit or the whole organization. A total of 186 responses were received and
of these 42 respondents agreed to undertake a follow-up telephone survey, which provided
the USER data for this study. The items in the scale are shown in Table 1 and each is coded
as Knowledge Enhancing (KE) or Action-Oriented (AO), following Yamin and Shaw (1998).
Two sets of measures were used. The USER scale was applied to the most recent market
research study that the marketing manager had been involved with or had undertaken.
Reminiscent of Piercy (1983) who observed the non-rational use of market research, the scale
situates the knowledge aspect within the politicized information environment inside firms.
Here the use of market research is inextricably involved with internal power relationships.
Such usage would appear to run counter to market focused strategies. Thus it was possible
that some non-rational factors for the use of market research could emerge. Rather than
impose a structure on the data a priori, factor analysis was used. A four-factor solution using
a varimax rotation was applied to the USER scale. Solutions with more factors failed to meet
the KMO criterion. For strategy, a modified set of multi-item scales based on both the Miles
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and Snow and Porter strategic dimensions were used. Minor changes in wording were made
to ensure the items had contemporary meaning and suited the Australian context.
The individual Miles and Snow (Pelham & Wilson 1996) item scores were added to form an
overall scale score (one item was reversed to preserve construct validity). Firms were divided
into high, medium and low score groups, which were labelled Prospectors, Analyzers and
Defenders, respectively. Similarly the Porter (Conant et al. 1990) strategy scale items were
combined into a composite scale and firms were again classified into three strategy groups,
Cost Leaders (low scores), Mixed Cost Leader and Differentiator (medium scores) and
Differentiators (high scores). Using one-way ANOVA, both the Miles and Snow and Porter
typology groups were used to predict the USER factor scores. Given the small sample sizes in
this study, a Type I error rate of 0.10 was adopted.
Findings
Table 1 shows the USER factors.
Table 1:  USER Scale Factors
1 2 3 4
One or more findings of the study had a significant direct impact
on a decision. (AO)
.679 -.026 .114 .350
It is possible that without the research results a different decision
would have been made. (AO)
.665 .197 .428 -.089
It was worth waiting for the research results because some of
them materially influenced a decision. (AO)
.595 .543 -.001 .266
The study was used to make a decision, which was inconsistent
with at least some of the findings and conclusions. (AO)
-.001 .045 .785 -.155
The results of the study were taken out of context to make a
decision. (AO)
-.138 -.006 .740 .245
A decision based on the research project was hard to reconcile
with the results of the project. (AO)
-.078 -.301 .828 .011
The research was used for appearance sake. (AO) -.819 -.019 .125 .155
The study was used for political purposes. (AO) -.768 .044 .249 .180
At least in part, the study was used as a scapegoat. (AO) -.641 .105 .329 -.138
The study was used to validate or confirm our understanding of
something. (KE)
-.088 -.109 -.219 .782
The research study was used to build awareness and
commitment. (AO)
-.031 .571 -.042 -.076
The research study was used to promote awareness and
appreciation for an issue of importance. (KE)
-.086 .783 -.027 -.087
We learned from having to clarify the problem to be addressed
by the research.  (KE)
-.120 .588 .220 .470
Apart from what we learned from the results, doing the study was
educational. (KE)
.423 .103 .187 .492
We gained new insights while providing the researchers with
background information on the business unit, and/or competitive
situation. (KE)
.024 .166 .130 .513
The study results were used to provide new insights. (KE) .228 .680 -.025 .229
The study results provided new knowledge about something.
(KE)
.182 .548 -.265 .435
The study results were used to learn something new about our
business. (KE)
-.014 .461 -.067 .407
Variance 22.2% 15.3% 13.1% 8.1%
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The first USER factor reflected a tension between the rational and non-rational (internal
political) uses of market research. Factor 2 addressed increased market knowledge as a means
for using market research to foster internal improvements and acceptance of the need for
organisational change. Factor 3 related to the misuse of market research, based on a flawed
misinterpretation of findings. Finally, Factor 4 related to the use of market research to
confirm decision making, a phenomenon noted elsewhere (Bednall et al. 2003).
Table 2 shows how the USER factors were predicted by the Miles and Snow marketing
strategy dimensions. Only Factor 3 showed a significant relationship. Prospectors were less
likely to abuse market research findings, consistent with their critical need for reliable
information about their high risk, highly innovative marketplace. Levene’s test showed
variances to be relatively homogeneous across groups. Post hoc comparisons (Tukey’s HSD)
between the types showed Prospectors to be significantly different from Analyzers and
Defenders, but no difference between Analyzers and Defenders. This finding was consistent
with Proposition 1. Proposition 2 was not supported.
Table 2:  USER Factors - Miles and Snow Marketing Strategy Types
Defender
Strategy (D)
(n=14)
Mean/sd
Analyzer
Strategy (A)
(n=12)
Mean/sd
Prospector
Strategy (P)
(n=16)
Mean/sd
Sig.
Differ.
Means
F
Rat.
F
Prob
Factor 1
Rational Use of MR
-0.09/1.02 0.04/0.84 0.05/1.14 ns 0.08 ns
Factor 2
Internal Improvements
based on MR
-0.34/1.22 0.19/0.44 0.16/1.06 ns 1.23 ns
Factor 3
Misuse of MR
0.31/1.17 0.31/0.83 -0.50/0.85 P<A
P<D
3.67 <0.10
Factor 4
Confirming decisions
with MR
-0.12/1.20 0.08/0.78 0.04/1.01 ns 0.15 ns
Table 3 shows how the USER factors were predicted by the Porter strategy types. Levene’s
test showed variances not to be homogeneous across all groups for Factors 1 and 3, so
Tahane’s T2 post-hoc comparisons were used. Only Factor 2 was significantly related to the
Porter Strategy types, with Differentiators more likely to use market research to improve
internal efficiencies than were the mixed strategy types. The results provided partial support
for hypotheses 3 and 4. Although the composite Miles and Snow and Porter scales were
correlated (r =0.44, p <0.10), the scales appeared to pick up different aspects of the use of
strategy and market research.
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Table 3:  USER Factors - Porter Marketing Strategy Types
Cost Leader
Strategy (C)
n=13
Mean/sd
Mixed
(M)
n=13
Mean/sd
Differentiator
Strategy (D)
n=16
Mean/sd
Signif
Differ.
Means
F
Rat.
F
Prob
Factor 1
Rational Use of MR
-0.20/1.39 -0.11/0.53 0.17/0.95 ns 0.49 ns
Factor 2
Internal
improvements  based
on MR
0.13/0.74 -0.55/1.11 0.34/0.96 D>M 3.34 < 0.10
Factor 3
Misuse of MR
-0.11/0.74 0.10/1.49 0.01/0.71 ns 0.14 Ns
Factor 4
Confirming decisions
with MR
-0.15/1.15 0.12/0.87 0.02/1.02 ns 0.22 Ns
Discussion
There are two main contributions from this study. First, neither the Miles and Snow strategy
typology nor the Porter strategy typology was superior to the other in guiding or predicting
market research practices. It had been expected that the Miles and Snow typology, with
greater emphasis on internal organisational culture, practices and structure, would be more
powerful than the Porter strategic dimensions in determining the motivation and actual use of
market research being undertaken.
In terms of the Miles and Snow types, the “misuse of marketing research” by Defenders and
Analysers suggests that operating in lower risk and lower innovation markets tempts them to
use research for personal gain at the expense of organisational goals. By contrast, Prospectors
appear to feel that they will “live or die” by correct high-risk decision making that requires
obtaining as much valid research as possible. Prospectors are less likely to waste their
research budget. Possibly Prospector managers feel their career success is more a function of
actual market success than do the other types. In terms of the Porter types, “internal
improvements based on market research” were achieved by Differentiators compared to
Mixed strategy types. This suggests that managers of Differentiators are recruited because of
their success at understanding customers and appreciating the need to differentiate their
offering from commodity competitors. This may result in them having a greater need to
maximise internal processes to support high quality service and premium product delivery.
On the other hand, Mixed and Cost Leaders can compete on price, and improving internal
processes requires less external research.
Second, the study showed the USER characteristics most linked to strategy. These were “the
misuse of market research for political purposes” and “internal improvements based on
market research”. The remaining two USER factors “rational use of market research
findings” and “use of market research to confirm decision-making” were not a function of
marketing strategy. This suggests the type of strategy determines the internal rather than the
external application of findings. The internal application could be either “political” (misuse
of findings) or based on “service/product delivery” (internal improvement based on research).
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If the actual projects being investigated had been more exploratory in focus, a greater
emphasis on gaining knowledge of the external market may have been identified.
The major limitations of the study were its small sample size, cross-sectional design, cross
industry sample and single respondent for each business unit. A larger sample would have
enabled testing of more sophisticated structural models that included marketing performance
variables. A recommendation for future research is to include such variables, which may
impact the USER dimensions more strongly than strategy. Potentially these variables would
include internal organisational characteristics, other dimensions of strategy and other
marketing decision making processes.
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